INTRODUCTION
Prior to the decade of the 1970s nursing education prepared occupational health nurses (OHNs) to develop and deliver traditional nursing services in the workplace. However, during the past decade two changes occurred which modified the OHN job description from "nurse" to "manager/nurse." First, new laws were enacted which imposed more stringent health and safety standards and reporting requirements on employers. Examples include the Occupational Health and Safety Act of 1970 (OSHA) and the Toxic Substances Control Act of 1976. Second, a marked increase in the cost of health care occurred (Hembree, 1984) . This has created a cost containment environment in which employers are actively seeking ways to reduce their employee health care costs.
As a consequence of these changes, the OHN now must not only ensure that traditional nursing services are continued, but must assume additional management functions. These include record keeping and monitoring of health and safety standards set by state and federal regulations and corporate policies. Furthermore, the OHN must plan, implement and evaluate high quality, cost effective well ness programs, including both health maintenance and health promotion programs. Unfortunately, the training received by many practicing OHNs has not prepared them either to identify themselves as managers or to satisfactorily perform many of these management functions (Michaud, 1984) .
Although OHNs need to develop a variety of management skills, one of the most basic skills needed is an understanding of benefiUcost analysis within the context of management decisionmaking. As Ossler (1984) notes, OHNs need to understand how this analytical technique assists managerial decisionmaking by comparing the benefits relative to the costs of a business activity. In addition, OHNs must develop an understanding of the organizational decisionmaking process so they can effectively communicate the results of a benefit/ cost analysis of health care programs to the appropriate decision-makers. In response to this need for the development of decision-making skills based on benefit/cost analysis, the Lansing Association of Occupational Health Nurses cosponsored with the Michigan State University College of Nursing a one-day conference entitled "Nursing Makes Dollar$ and Sense." This was one of the first conferences on benefiUcost analysis for OHNs in the United States.This article describes the content of the conference and identifies additional skills needed by OHNs to be effective managers.
CONFERENCE OBJECTIVES AND CONTENT
The conference was planned to accomplish three objectives: 1) to identify the most important factors effecting changes in the role of OHNs; 2) to describe benefit/cost analysis techniques as they relate to nursing services; and 3) to explain how to use these analytical tools to define and promote the value of nursing services to employers. The challenge undertaken by the presenters at the conference was to explain in some detail important economic and management concepts to an audience of practicing OHNs with minimal background in either subject. The educational and employment characteristics of the 62 conference participants are representative of those of the participants at many OHN conferences. The basic educational training was diploma (64%) or associate degree (23%), although 24% subsequently completed a baccalaureate or masters degree in either nursing or a non-nursing field. Seventy-one percent completed their basic education during the period from 1940to 1969, and 24%, from Occupational Health Nursing, June 19851970-79 . Eighty-six percent of the OHNs were employed full time in nursing, while 79% were employed in industry. Fiftytwo percent reported they were staff nurses and 16% indicated they were supervisors. However, 53% stated they were involved primarily in direct nursing care and educational activites, and 29%, in supervision and administration.
The conference opened with a discussion (Kruger & Seaver, 1984) A variety of changes in the technological, political, social, and economic environment were identified which have modified the role of the OHN in the workplace. These factors include the development of new drugs and chemicals, legislation such as OSHA and the Right to Know, litigated law suits dealing with worker health protection, the changing roles of women, both in the family and in the labor force, which have generated new tensions and problems in the workplace, and the rapidly increasing cost of health care.
Several implications of this changing work environment were identified. First, OHNs must recognize and understand the myriad changes taking place if they are to design and implement nursing and health care services which will meet employees needs. OHNs have a major but as yet largely unrealized contribution to make in achieving health care cost containment due to the preventive focus of health maintenance and health promotion programs provided in the workplace. Second, OHNs must recognize that their role must be expanded beyond that of traditional nursing services to include management functions if they are to effectively work in this new environment.
In order to accomplish these objectives, OHNs must learn both effective management skills and how to market themselves and their skills as managers. This, in turn, entails two changes. OHNs must change their own selfimage with respect to what an OHN should do on the job. Furthermore,
302
OHNs must pursue self-development to acquire the new skills needed to be effective managers. These skills include effective communication, knowing how to read an accounting statement, learning decision-making tools such benefit/ cost analysis and how to use these tools to define the contribution made by OHNs in monetary terms, and finally, an understanding of methods of negotiating for program support. The net impact of OHN changes in attitude and improved skills can be expected to result in greater visibility and decision-making power within an organization.
The conference then focused on a discussion by Gleason of benefit/cost analysis as applied to health maintenance and health programs (1984) . Given the lack of background in economics of the conference participants, emphasis was placed on the explanation, and use, of the basic concepts of this analytical technique. Three questions were addressed: why benefit/cost analysis is useful to OHNs, what the technique involves, and how the analysis is done.
Benefit/cost analysis or related techniques are useful to OHNs because they provide a method for demonstrating to an employer in monetary terms that the services of an OHN can reduce business operating costs. It helps the OHN answer two important questions asked by employers: "What do I get for my money if I retain (or hire) an OHN?" and "How much can an OHN reduce my health care and related expenditures?" Through careful analysis, many wellness programs can be shown to be good business practice and an investment in the future health of employees since they can improve both current and future levels of worker productivity.
The basic concept of benefit/cost analysis is very straightforward (Ossler, 1984) . It provides a method for comparing the benefits of wellness programs in the form of savings in health care and related expenses, such as reduced absenteeism, workers' compensation costs and health insurance costs, with the costs of developing and implementing such programs. These wellness programs can be designed and implemented by OHNs. Those programs which yield benefits greater than their costs pay for themselves and reduce the employer's costs of doing business.
Finally, attention was devoted to the identification and measurement of the specific benefits and costs to be included in the analysis. These discussions assumed that an OHN would design and implement the programs inhouse. Two types of programs were used as illustrations. A hypertension screening program demonstrated the impact of a health maintenance program which employed an OHNs current skills (Hannon & Graham, 1978) . A back exercise program illustrated the impact of a health promotion program (Chenoweth, 1983a; Fitzier,1982 Fitzier, & 1983 which would require an employer to pay for training to prepare the OHN to develop and provide the program.
Throughout the discussion the practical problems encountered in the conduct of benefit/cost analysis were addressed and solutions recommended. In particular, the inadequacy of much of the data available for estimates of cost savings to employers was stressed. When data are not available from company records, it is necessary to locate in the professional literature estimates which can be used as substitutes (Berry, 1981; Fielding, 1979; Kristein, 1977; O'Donnell & Ainsworth, 1984 ; U.S. Department of Health and Human Services, 1980) .Conservative estimates are preferred to avoid over-estimating benefits and underestimating costs. An additional problem is the handling of nonmonetary benefits (Chenoweth, 1983b) . For example, employee morale may be improved as the result of the interest in their well-being demonstrated by management. However, while improved employee moral may be important to the employer, the monetary value of improved morale cannot be measured unless it affects employee productivity on the job. If improved morale leads to working harder and missing fewer days of work, this gain in productivity can be assigned a dollar value.
The final presentation by Marilyn Rothert, RN, PhD, Associate Professor, College of Nursing, Michigan State University, focused on the factors within an organization which must be understood if the results of the benefit/cost analysis of a wellness program are to be used effectively (1984) . The importance of viewing the organization from a management perspective was stressed. This requires determining the decisionmaking process employed by organizations and determining what is valued besides monetary gains. For example, if an organization is concerned with its public image, a wellness program which not only saves dollars but is recognized as a socially responsible undertaking may win support over a program which simply saves dollars without satisfying other organizational goals. Once the decision-making process is understood, then those decision-makers who will support ideas and programs of interest to an OHN must be identified and the most effective method of influencing these persons determined. Written reports are useful in this process but should be kept very brief and supplemented with easy to read tables and/or figures summarizing the major conclusions reached. The evaluation of the conference by the participants indicated that the three objectives of the conference had been very successfully accomplished. In particular, for those responding to one of four response categories ranging from strongly agree to strongly disagree, 98% indicated agreement or strong agreement that the content of the conference was relevant to their learning needs; 95%, that they had learned new information; and 98%, that the conference had increased their understanding of the subject. All agreed that the conference had provided them with new concepts, information and skills which could be used in their work setting. The success of this conference in providing some of the skills needed by OHNs to operate effectively in a cost containment environment was best stated in the written comments of two participants. One wrote: "I am not an OHN, but this program can be applied to any field in nursing today. This has been one of the most informative seminars I have attended." Another stated: "The program was very good, especially because of our need to meet the '80's challenge."
EVALUATION BY CONFERENCE PARTICIPANTS GLEASON & GOLDEN

Stress Management
CONCLUSIONS
The conference, "Nursing Makes Dollar$ and Sense," was developed in response to the necessity for increased participation by OHNs in management decisions affecting the provision of health care services in the workplace. The objectives of the conference were met as judged by the participants. The factors effecting major changes in the work environment and professional role of OHNs were identified. Two specific skills needed by OHNs to become effective managers were taught: benefit/cost analysis and methods for successfully communicating the results of such analyses to decision-makers.
However, this conference alone could not provide all of the skills needed by OHNs to be effective managers. The conference presentations identified additional skills which OHNs must develop. Topics suggested by participants for future conferences to meet these skill needs are listed in Table 1 . Among the major topics suggested were methods of communicating, both orally and in writing, and the contribution of OHN services to the achievement of the goal of health cost containment. Clearly, OHNs have a strong desire to meet the new challenges in delivering health care services at the worksite.
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